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PURPOSE:  To  obt.iln  approval  of  a  proposed  doctrine  for  perMOfinel 

assignment  and  rotation. 

QISCUSSIO.S. 

1.  In  connection  with  tl:e  decision  briefing  on  Project  STRAIT,  you 
observed  tha*  we  needed  to  develop  a  doctrine  for  personnel  assignment 
ind  rotational  procedures  for  the  future;  that  we  should  carefully 
consider  an  18- mo nth  short  tour  policy  to  be  effective  from  the 
e  ginning  of  the  conflict;  and  tftat,  if  this  were  adopted,  a  system 
pf  relief  (point  system)  for  the  front  line  soldiers  should  be 
stablished  (TAB  A). 

.  On  29  June  1970,  an  ODCSPER  study  on  the  12-month  tour  in  Vietnam 
as  forwarded  In  accordance  with  your  request.  This  study  concluded 
that: 

a.  A  12-month  hostile  fire  area  tour  becomes  increasingly 
Ifflcult  to  sustain  over  an  extended  period  of  time. 

b.  Other  oversea  area,  non-combat  tour  lengths  should  be  length- 
ened  to  exceed  the  length  of  the  combat  area  tour,  thereby  promoting 
recognition  of  combat  service  and  reducing  replacement  refjulrements. 


c.  Requirements  for  large  numbers  of  skills  in  a  combat  area, 
without  comparable  requirements  in  the  sustaining  base,  create  skill 
Imbalance  and  training  problems. 

d.  The  12-month  Vietnam  tour  created  excessive  personnel  turbu¬ 
lence  (turnover).  This  turbulence.  In  turn,  affected  unit  readiness 
and  effectiveness,  personnel  retention,  and  individual  morale. 


3.  At  TAB  B  Is  a 
previous  study  of 
statement  of  Army 
(TAB  C) . 


follow-on  study  which  relies  heavily  on  the 

the  12-month  tour  and  which  develops  the  proposed 

doctrine  for  personnel  assignment  and  rotation 
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RECOMMENDATION.  That  the  proposed  statement  of  Army  doctrine  for 
personnel  assignment  and  rotation  (TAB  C)  be  approved. 

I 

COORDINATION 

DCSOPS^^'**^^'^^ Culi  .iU:r,iO. C;-  ijr.  XTBIjU 

ACSFOR  ,.Vr.  tt,'*  r>iM= 


3  Incl 
TABS  A-C 


oJLJ2^^->  ‘ 


WALTER  T.  KEHWIN.  JH, 
Lit  utunaiit  Crneral.  C3 
Deputy  Chief  of  Staff 
lot  Peoonnef 

NOTED.  VCS\,  15  H\Y  71. 

"The  proposed  statOTiont  of  Army  doctrine  at  Tab  C 
expresses  principles  which  are  relev.int  to  our 
experience  in  Vietnam  and  should  be  considered  in 
future  conflicts.  However,  the  difficulty  of 
implcmi'nt ing  this  doctrine,  and  the  uncertainty  of 
conditions  under  which  Army  forces  may  be  conmitted 
militate  against  the  inclusion  of  this  doctrine  as  a 
part  of  the  ASCP.  Request  DCSPER  coordinate  with  CDC  to 
insure  that  our  experience  in  Vietnam  with  the  l2-nionth 
tour  is  made  a  part  of  our  institutional  memory  through 
inclusion  in  the  "Lessons  Ix*arned."  This  area  of  doctrine 
should  be  further  investigated,  as  time  permits,  by 
DCSPER  in  coordination  with  CDC,  CORC,  and  ACSFOR." 

C\. 

A.  DeBERARDlNO 

LTC,  GS 

Assistant  Secretary  of 
the  General  Staff 
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rJ.l.^FuV.’.uJA  FOK  RECORD 

buJutCV:  VCoiSA  Decision  Driefinj  -  Project  STRAIT 


1.  (UJ  On  17  Jul  70,  DCSl’FR  presented  the  Project  STRAIT  (Short  '/ovi.- 
U  plc.ce...i_iits  frosi  Advanced  Individual  Tr.iininf,)  brief inp,  to  the  VCofSA. 
1.1  ..ttendance  vere:  LTXl  Ken/in,  LTG  DePuy,  IC  Smith,  1!G  l.’illlar.  , , 

.yC  tlvoj fieri,  l>j  Schroeder,  COL  Cllsson,  COL  Carroll,  LTC  Scipel ,  and 
1.  kC  A'  .u n  t  • 


1 


?.  (C)  Vne  Project  STRAIT  Study  was  directed  by  the  VCofSA  on  10  Apr  70. 

objoctivo  t;as  to  dotcrnlnc  when  nr.s ipninent  and  separation  policies 
c..n  be  cl  ..nped  to  provide  AIT  giaduates  an  assignment  1)*^  CONUS  based 
unit:;  prior  to  dcploynoiit  to  shore  tour  areas.  ^ 

'■'t 

j.  (C)  Upon  co'pletion  of  the  study,  DCSIT.R  concluded  that  full  imple'- 
.'.;.<it  ion  Is  infeasible  for  P.OS  witli  nore  nutborlz.at  ions  in  shoit  tour 
..re..-  tlian  in  the  snr. taliilng  base.  Deferral  of  Project  STIt/>lT  ui.lii 
;■/  73,  when  hOS  cyrr.'etry  is  projected  to  be  .achieved,  is  warranted,  }‘or 
h.<r.  with  1. .".lanced  auuho r.'.rat lone ,  there  ir.  .a  shorl."pc  of  as.setr.  in  COMdS 
bee. .use  of  overt r  -initig  in  MOS  for  which  there  in  a  heavy  roqulreincnt  in 
Vic.na.  i.  R'^cent  heavy  Vietn.'inj  personnel  requi rements ,  the  current 
tf.iiucd  strength  shortfall,  and  rcdeccd  draft  cnllo  aggravate  the  si«.ua- 
tion  and  confirm  the  conclusions  of  the  study.  As  a  result,  DCSPER 
rcoomended  and  the  VCofSA  approved  the  following:  • 

a.  Vliat  inplcir.ont.ntion  of  Project  STRAIT  be  deferred  until  IT  73 
when  full  implementation  is  feasible. 

b.  Th.at  a  plan  be  developed  by  end  FY  72,  for  full  Impleincnt.'it  ion. 

c.  i1i.it  subject  to  the  availcblllty  of  resources,  a  pilot  test  for 
hOS  liK  (Armor  Crcwm.".n)  be  conducted  in  early  IT  72. 


A,  (C)  Following  the  briefing  the  VCofSA  stated  that  the  conclusions  of  the 
study  .-.re  incsc.ipablc .  However,  he  expressed  concern  about  plunging  the 
Tih  All'  graduate  directly  into  combat.  In  this  connection,  he  made  the 
fol'iowlng  obsc)*vat ions : 

a.  L’c  need  to  develop  .1  doctrine  for  personnel  assignment  and  rota-  ■ 

tioiiiil  procedures  for  tlic  future,  recognizing  that  we  will  be  rccuired  ; 

to  retain  an  individual,  rather  than  unit,  replacement  system.  V.’e  must 
.insumc  chat  future  conflicts  will  be  slnllar  *^0  our  involvement  in  VicCnaij, 
and  soldiers  will  not  be  retained  in  the  scrvl.  j  for  the  F  tratlon  of  tiiu 

•  •  ■  .  \ 
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SUis'..Xi:  VCo^bA  Decision  Lrlcfina  -  Trojcct  STilAlT  ^ 

Co...  J  let .  '-.’c  oi."hc  Lo  consider  very  cnrciully  nn  18-r.iOnth  short,  lour 

,'olicy  CO  jf  effective  iron  the  bc;;innit'i;  of  the  conflict.  Howivt,  if 
llu.  \.eic  r.(.‘o,Ucd,  o  system  of  roHef  (point  system)  for  the  front  1 .  rio 
soloiors  would  lievc  to  be  tst.iblished  in  order  to  Dive  them  so.iic  relief. 

i>.  '.‘c  should  look  into  an  c.\pc-r i mental  /our-v;eek  hCT  for  ccrir.iti  I'.OS , 

p..rt  icoK.rly  Inf.Totiy,  Artillery,  and  Armor,  whereby  the  individual  would 
le.'.i  n  t’lC  fnnd£:..enrfl!s  of  ba.sic  sold icr in"  ;  *e . f, .  ,  discipline  ,  piVi  onr.! 
lyp.iiiv,  discounted  drill,  ijarksevTiiship,  etc.,  .md  then  move  to  cert.ain 
(dcs  1^.. ail'd)  ur4Lts  in  COkU.S  or  Europe  (if  current  lav;  coulo  be  cha.ip.ed) 
vji.eie  1.0  v.ould  tccoKVf  proficient  Lhroup.u  unit-conducted  ir.Tinin^.  It  wn.s 
puii'i-eJ  out  that  .tn  indlvidu.al  must  have  16  weeks  training  (.‘Icrviic)  before 
d?ploy..unc  overseas  and  could  pv>ssihly  be  trained  better  by  this  technicjue 
tin...  the  current  system.  It  is  recognised  that  turliulcivce  and  unit  r«'..dj- 
iicc*  are  rw.jor  factors  to  consider;  hov.*cvcr,  the  eaving.n  that  may  be  possible 
through  training  base  reductions  may  offset  the  disadvantages.  VCof.SA 
pointed  out  that  this  may  not  be  possible  until  mld-KY  72  but  should  be 
looked  Into. 
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DOCTRINE  FOR  PERSONNEL  ASSIGNMENT  AND  ROTATION 


1.  PROBLEM:  To  develop  a  doctrine  for  personnel  assipnmont 
and  rotational  procedures  for  the  future. 

2.  DEFINITION:  "Doctrine"  Is  a  "fundamental  principle  by 

which  the  military  forces  or  elements  thereof  guide  their 
actions  In  support  of  national  objectives.  It  is  authorita¬ 
tive  but  requires  Judgment  In  application."  (AR  310-25) 

3.  ASSUMPTIONS: 

a.  The  Army  will  be  engaged  In  conflicts  overseas  at 
levels  which  do  not  permit  general  mobilization. 

b.  The  strength  of  the  active  Army  at  the  time  troops  are 
committed  to  the  oversea  conflict  area  will  be  between  850,000 
and  1,000,000. 

c.  Army  troop  level  In  the  conflict  area  will  reach 
about  150,000  at  the  end  of  the  first  year  and  250,000  by 
the  end  of  the  second  year  after  troops  are  committed. 

d.  The  conflict  will  continue  for  five  years. 

c.  The  strenp,  th  of  the  Army  will  Increase  by  approxlm.atc]y 
500,000  over  a  period  of  two  years  and  will  be  kept  at  that 
level  for  the  next  three  years.  Approximately  20,000  of'  the 
Increase  will  be  reservists  called  to  active  duty.  The 
remainder  will  be  made  up  of  enlistees  and  draftees,  as 
needed. 

f.  The  Army  will  be  required  to  retain  an  lndlvidu.il, 
rather  than  a  unit,  replacement  system. 

g.  Soldiers  will  not  be  retained  In  the  service  for  the 
duration  of  the  conflict. 

DISCUSS  ION  : 

.1.  There  is  at  present  no  single  consolidated  statement 
of  Array  doctrine  concerning  personnel  assignment  and  rotation. 
However,  policies  and  procedures  currently  In  effect  appear 
to  express  the  following  basic  principles  or  doctrine: 
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(1)  An  asslgnaenC  and  rotation  system  should  exist 
fundamentally  to  provide  Army  commanders  vlth  trained  Individ¬ 
uals  In  the  proper  skills  and  numbers  In  accordance  with 
priorities  established  by  Department  of  the  Army. 

(2)  All  personnel  should  share  equally  In  hazardous 
and  undesirable  assignments. 

(3)  Forced  separation  of  military  families  should  be 
minimized. 

(4)  Tour  lengths  are  based  on  the  general  desirability 
of  the  geographical  area  rather  than  the  duty  assignment  of 
the  Individual. 

(5)  Unaccompanied  short  tours  are  primarily  12  and 
13  months. 

b.  A  recent  ODCSPER  study  of  the  12- mo nth  tour  in  Vietnam 
i n ve  . 1 1 ga t e d  the  problems  of  meeting  personnel  requirements 
of  the  short  tour.  Increasing  a  12- mo nth  tour  in  a  combat 
area  to  18  months  would  materially  alleviate  these  problems, 
decrease  turbulence  and  decrease  transportation  costs. 

(  ,  The  l2-inonth  tiMir  study  rerognlred  that  most  personnel 
problems  (luring  the  Vietnam  war  were  trace  able  to  the  12 -month 
Vletn.im  tour.  Bec.»use  of  the  12-month  tour,  the  number  of 
repetitive  totirs  In  Vietnam  for  career  personnel  was  Increased. 
Thu'i,  the  12-month  tour  was  to  the  advantage  of  the  draftee, 
one -term  enlistee  and  '^BV  officer  and  to  the  disadvantage  of 
ti>o  careerist  who  was  required  to  serve  second  and  third 
t'Mirs  in  Vietnam.  The  Increased  personnel  turbulence,  family 
separation  and  repetitive  tours  caused  by  the  12-monlh  Vietnam 
tour  had  an  adverse  effect  on  morale  and  retention  of  the 
careerist . 

d.  The  Project  STRAIT  Study  pertained  to  the  asBlgnmont 
of  AIT  graduates  to  CONUS  based  units  for  h pp ro xLma t c  1  y  six 
months  prior  to  deployment  to  short  tour  areas.  This  period 
of  time  plus  the  processing,  training  and  leave  time  and  com¬ 
pletion  of  a  12-rnonth  tour  In  a  short  tour  area  would  nor¬ 
mally  complete  the  active  duty  time  for  AUS  personnel  and 
the  2-year  RA  enlistee.  In  the  event  of  engagement  In  .a 
future  conflict  as  assumed  by  this  study,  the  utilization 
of  this  six-month  period,  at  least  for  combat  service  support 
personnel.  In  the  combat  area  rather  than  in  additional 
unit  training  would  be  a  significant  benefit  to  the  Army. 
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Nine  of  the  10  combat  support  training  courses  taught  at 
the  training  centers  are  8  or  less  weeks  in  length.  Corabai 
support  training  courses  taught  at  Army  service  schools 
range  from  a  few  weeks  to  as  ouch  as  50  weeks.  However, 
draftees  and  2-year  enlistees  are  normally  limited  to  courses 
of  less  than  20  weeks.  Therefore,  these  personnel  normally 
would  have  completed  between  5  and  8  months  service  upon 
assignment  to  a  combat  area  with  the  majority  being  able  to 
complete  an  18- no  nth  oversea  tour.  Therefore,  it  is  con¬ 
sidered  that  the  tour  length  in  future  conflicts  of  the 
scope  indicated  in  the  assumptions  should  be  18  months.  A 
tour  longer  than  18  months  would  be  hard  to  justify  in  view 
of  the  public  knowledge  that  the  tour  during  the  Vietnam  war 
was  12  months.  An  Increased  tour  of  less  than  18  months 
for  the  combat  service  support  troops  and  of  less  than  15 
months  for  the  combat  support  troops  would  be  insufficient 
to  realize  significant  benefits. 

e.  If  this  increase  in  short  tour  lengths  were  made 
in  my  future  e  n  gn  ge  men  t  .s  ,  some  re  d  vie  t  Ion  in  tour  leng,  th 
would  be  advisable  for  the  combat  Infantryman  and  others 
engaged  in  active  combat  depending,  upon  the  perlodfs)  of 
Such  active  combat  participation.  A  further  discussion  of 
this  area  with  possible  systems  of  reducing,  the  tour  for 
active  combat  personnel  is  at  Incl  1. 

f.  Actual  savings  In  terms  of  reduced  personnel  require¬ 
ments  In  the  fast  moving  combat  skills  would  be  minimal. 

However  the  advantage  of  Improved  morale  for  these  personnel 
by  recognizing  their  greater  combat  contribution  would  by 
sig, niflcant.  For  personnel  in  other  than  the  combat  skills, 
the  number  of  replacements  required  per  month  for  15-month 
and  18-nonth  tours  as  compared  to  a  12-month  tour  would  be 
reduced  by  20  percent  and  33  1/3  percent  respectively, 

g.  .  As  Indicated  by  Incl  I,  the  monthly  replacement 
requirements  to  sustain  an  Army  strength  In  the  combat 
zone  would  be  reduced  by  approximately  3,500  per  month  as 
the  result  of  personnel  serving  an  average  tour  length  of 
15  months  In  the  combat  area  Instead  of  a  12-month  tour. 

No  reduction  wovild  occur  in  the  number  of  replacements  required 
for  personnel  actively  engaged  in  combat.  Replacements  for 
these  combat  personnel  based  on  an  estimated  28  percent  of  the 
force  serving  in  an  active  combat  status  out  of  a  total  combat 
force  of  200,000  would  be  approximately  A , 700  per  month. 

Monthly  replacements  for  combat  support  personnel  comprising 
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a  ,>  ro  X 1  mu  t  e  1  y  29  percent  of  the  force  who  would  be  eervlng 
a  15- no nth  tour  Inbtead  of  a  12 -month  tour  would  be  reduced 
from  approximately  4,900  to  3,900.  Monthly  replacements 
for  personnel  providing  service  support  tr*  the  combat  forces 
comprising  approximately  43  percent  of  the  force  who  would 
be  serving  an  Id-month  tour  instead  of  a  12-month  tour  would 
:  ■*  .'educed  from  approximately  7,200  to  4,800. 

h.  A  major  advantage  in  being  able  to  use  an  individual 

in  the  combat  area  for  an  18- mo nth  tour  would  be  the  increased 
CO no  at  area  utilization  of  the  2- year  draftee  or  enlistee 
from  L/2  of  hla  tour  to  3/4  of  his  tour.  Even  for  the  3-yoar 
enlistee  who  would  serve  an  18-month  tour,  tl>e  combat  utiliza¬ 
tion  would  increase  from  1/3  to  1/2.  The  dissatisfaction 
of  driftees  .ind  2-year  enlistees  In  being  reassigned  to  CONUS 
for  the  remaining  portion  of  their  service  when  not  eligible 
for  »opa ration  and  the  turbulence  resulting  in  short  terminal 
ns-^lgnments  would  be  removed. 

i.  An  oversea  area  where  corabnt  forces  are  engaged 
should  not  normally  have  a  longer  tour  than  other  areas. 
Therefore,  rhe  tour  lengths  In  other  oversea  areas  should  be 
re-evaluated  to  determine  whether  they  should  also  be  adjusted. 
A  more  detailed  discussion  is  at  In  cl  2. 

J.  An  increase  in  tour  length  after  deployment  of  sub¬ 
stantial  numbers  of  troops  would  have  an  adverse  effect  on 
morale  and  invite  public  criticism.  The  ODCSPER  study  of  the 
12-month  tour  in  Vietnam  pointed  out  that  consideration  was 
given  to  extending  the  tour  In  Vietnam.  How ever,  it  was  ’ 
dropped  as  unacceptable.  Lengthening  a  tour  is  an  extremely 
sensitive  question  and  one  having  very  significant  political 
implications.  Therefore,  any  Increase  In  tour  length  in  a 
combat  area  should  be  made  as  early  as  possible  and  in  con¬ 
junction  with  the  commitment  of  troops  to  the  area. 

k.  DOD  Directive  1)15.7  prescribes  uniform  oversea 
duty  tours  for  all  military  personnel.  The  Office  of  the 
Secretary  of  Defense  is  the  final  approving  authority  for  the 
establishment  of,  or  change  to,  an  oversea  tour  length.  The 
Army  cannot  unilaterally  establish  or  change  the  length  of 
an  oversea  tour.  However,  In  the  event  of  a  future  conflict, 
the  Army  probably  would  have  primary  Interest  (as  the  Service 
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with  the  greatest  personnel  strength  in  the  area)  and 
would  be  responsible  for  Subiaitting  the  re  cooinenda  t  i  on  for 
change  of  tour  length. 

1.  If  a  state  sent  of  Artsy  doctrine  for  personnel  assign¬ 
ment  and  rotation  for  the  future  is  approved,  it  should  be 
included  in  appropriate  foro  in  Annex  Q  of  the  Army  Strategic 
Capabilities  Plan. 

5.  CO.VCLUS  IONS  : 

a.  Tour  length  for  any  oversea  combat  area  which  United 
States  Arny  forces  are  committed  in  substantial  numbers  should 
be  not  less  than  18  months. 

b.  Tour  lengths  of  other  oversea  areas  should  be  re-eval¬ 
uated  to  determine  whether  they  should  also  be  adjusted. 

c .  The  tour  length  of  t  h  o  s  t  engaged  in  active  c  o  mb  a  t 
with  the  enemy  should  be  reduced  below  normal  depending  upon 
the  amount  of  active  combat  participation. 

d.  A  statement  of  Army  doctrine  concerning  personnel 
assignment  and  rotation  for  the  future  should  Include  the 
foregoing  provlslonB. 

e.  The  proponed  nintcnont  of  Army  doctrine  concerning 
personnel  assignment  and  rotation  for  the  future  should  be 
Included  in  npproprlntc  form  in  Annex  Q  of  the  Army  Strategic 
Capabilities  Flan. 

6.  RF.CO.'^IMF.NDATION' :  That  the  proposed  stntomenl  of  Army 
doctrine  for  personnel  assignment  and  rotation  for  the  future 
at  TAB  C  containing  the  above  conclusions  be  approved  and 
incorporated  as  appropriate  (Incl  3)  into  Annex  Q  of  the  Army 
Strategic  Capabilities  Plan. 
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ESTABLISHMENT  OF  A  POINT  SYSTEM 


IN  ORDER  TO  REDUCE  THE  TOUR 
FOR  THE  FRONT  LINE  SOLDIER 


1.  DISCUSSION: 

a.  Any  poi:it  system  which  would  reduce  the  tour  for  the 
front  line  “cidier  should  be  based  on  the  general  premise 
that  the  shortest  tour  would  be  no  less  than  12  months  and 
the  longest  tour  would  not  exceed  18  months, 

b.  The  specific  provisions  of  a  point  system  should  be 
developed  "on  the  ground"  with  DA  representatives  assisting. 
However,  tours  in  a  combat  area  might  involve  the  following 
concepts: 

(1)  12-month  tour  -  continuous  service  in  a  combat  or 
aviation  unit  of  battalion  level  and  below.  In  general, 
these  personnel  would  be  combat  troops  whose  primary  missions 
arc  to  participate  in  combat. 

(2)  15-monlh  tour  -  continuous  service  in  a  brigade 
divisional  headquarters  and  other  divisional  and  non-divislonal 
units  frequently,  but  not  routinely,  exposed  to  combat  hazards. 
Generally,  these  would  be  combat  support  troops  whose  primary 
missions  arc  to  provide  combat  support  to  the  combat  forces, 

c.g.,  military  police,  combat  engineers,  air  defense,  field 
artillery  and  advisors  at  a  comparable  level. 

(3)  18-month  tour  -  continuous  service  in  the  remainder 
of  the  combat  area.  Generally,  these  would  be  personnel 
whose  primary  missions  are  to  provide  service  support  to 
the  combat  forces,  e.g.,  administration,  civil  aff.airs, 
constructions  (general),  logistics,  medical^  communications 
and  transportation. 

c.  Under  a  point  system,  personnel  Indicated  in  b(l) 
above  could  be  awarded  15  points  for  each  month  of  duty  with 
the  type  of  unit  indicated.  Personnel  indicated  in  b(2) 
above  could  be  awarded  12  points  for  each  month  of  duty 
with  the  type  of  unit  indicated  and  personnel  indicated  in 
b(3)  above  could  be  awarded  10  points  for  each  month  of  duty. 
Personnel  would  be  considered  to  have  completed  a  tour  when 
they  had  accumulated  180  points. 

d.  In  December  1968,  CG  USARV  advised  that  USARV 
strength  was  distributed  approximately  28  percent  combat, 

29  percent  combat  support  and  43  percent  combat  aervice 


support.  Using  this  as  a  basis  for  projecting  tour  lengths 
for  a  future  combat  area,  the  average  tour  for  all  of  the 
combat  area  would  be  approximately  15  months.  Based  on  an 
Army  strength  in  the  combat  area  of  200,000,  the  number 
of  replacements  required  per  month  would  be  about  1  3,500.’ 

This  compares  with  approximately  17,000  which  wo  ild  be  required 
per  month  based  on  a  12-month  tour  for  everyone  -n  the  combat 
area  or  a  saving  of  approximately  3,500  replacements  per 
raon  th . 

e.  Problems  could  be  expected  in  administering  equitably 
a  reduced  tour  lor  personnel  in  a  combat  area.  Consideration 
Was  given  to  establishing  n  point  system  in  Vietnam  in 

1963.  Informal  contact  wich  USARPAC  and  USARV  at  that 
time  revealed  opposition  to  this  proposal.  Reasons  given 
wore  that  such  a  system  would  be  difficult  to  administer 
equitably,  would  bo  an  administrative  burden  and  would 
have  serious  morale  implications.  One  of  the  problems  in 
adopting  a  point  system  for  Vietnam,  and  possibly  for  a 
eombat  area  in  the  future,  is  the  lack  of  any  clearly 
defined  front  lines,  divisional  reserve  area  (the  "inter¬ 
mediate"  combat  zone)  or  in-country  rear  area  (low-point 
area)  such  as  in  World  War  II  and  Korea.  Kven  within  the 
same  unit,  the  varied  nature  of  duty  performed  (e.g., 
aviation  and  flight  crews  versus  helicopter  mechanics) 
would  require  different  tour  credit  criteria. 

f.  A  reduced  tour  for  combat  personnel  might  not 
materially  alleviate  the  problem  of  shortages  of  replace¬ 
ments  in  these  skills  and  the  need  for  repetitive  tours. 

An  estimated  28  percent  of  the  one-year  tours  would  be  in 
the  fast  moving  combat  skills  (high  short  tour  ratio). 

g.  Since  personnel  of  other  Services  should  serve  com¬ 
parable  tours,  it  would  be  desirable  to  co-ordinate  any 
proposed  reduction  in  the  tour  for  combat  personnel  serving 
in  a  combat  area  with  the  other  Services  and  OSD.  The  Marine 
Corps  did  not  support  a  point  system  for  RVN  when' it  was. 
considered  by  the  Army  in  1968.  The  Navy  viewed  a  point 
system  for  their  personnel  as  inconsistent  with  the  stated 
desires  of  the  Secretary  of  Defense,  l.c. ,  a  12-month  tour 
for  all  service  personnel  stationed  in  RVN. 

2.  Advantages  and  disadvantages  of  a  reduction  in  an  i8-month 
tour  for  active  combat  participation, 

a.  Advantages: 
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(1)  Cause  a  favorable  morale  impact  on  those  indid¬ 
uals  and  their  families  whose  tour  is  reduced  because  of 
being  actively  engaged  in  combat. 

(2)  Provide  favorable  public,  press  and  Congressional 
reaction. 

(3)  Would  not  require  DOD  approval  to  grant  tour 
credit  for  certain  personnel  who  serve  leas  than  the  pre¬ 
scribed  tour  length. 

b.  Disadvantages: 

'1)  Increase  PCS  costs. 

(2)  Decrease  personnel  continuity  in  the  units  where 
tours  are  reduced,  and  In  the  units,  world-wide,  that  would 
furnish  replacements. 

(3)  Cause  adverse  morale  impact  on  those  who  would 
be  required  to  serve  the  complete  tour. 

(4)  Would  be  difficult  to  develop  and  administer. 

(5)  DEROS  would  be  hard  to  predict  and  would  require 
adjustment  as  duties  changed 

3.  RECOMMEN’DATIONS  : 

a.  That  a  reduction  in  the  tour  length  for  the  combat 
soldier  be  provided  based  on  the  period  of  time  he  is  actually 
engaged  in  active  combat. 

b.  The  amount  of  reduction  be  for  no  more  than  6  months 
of  an  18-month  tour. 

c.  Specific  provisions  for  the  reduction  in  the  pre¬ 
scribed  tour  be  worked  out  by  the  oversea  Command. and  DA  » 
at  the  time  substantial  numbers  of  troops  are  committed  to 
a  o  mb  a  t  area. 


a 


3 


EXTENSION  OF  TOUR  LENGTHS  IN 


OTHER  SHORT  TOUR  AREAS 


1.  As  indicaced  in  the  12-month  tour  study,  there  are 
approximately  58  countries,  islands  or  areas  where  the 
unaccompanied  tour  is  less  than  18  months.  If  the  minimum 
tour  length  in  any  future  combat  area  is  established  at 

18  months,  consideration  should  be  given  to  extending  the 
tour  length  in  other  areas  having  shorter  tour  lengths  and 
competing  for  the  sane  critical  skills  so  as  to  be  at  least 
equal  to  that  in  the  combat  area.  This  would  promote 
recognition  of  combat  service  and  reduce  replacement  require 
men  ts  . 

2.  Froblcns  would  be  encountered  in  arbitrarily  extending 
all  unaccompanied  tours  of  less  than  18  months  to  18  months. 
In  some  of  these  locations,  the  "with  dependents"  tour  is 

18  months.  Unless  the  "with  dependents"  tour  is  also 
lncreaSi!d,  accompanied  and  unaccompanied  personnel  would 
serve  tne  same  tour.  This  would  be  inconsistent  with 
paragraph  VB5  of  OOD  Directive  1315.7  which  provides  that 
personnel  serving  overseas  who  are  not  accomp.anled  or 
joined  by  their  dependents  will  normally  be  permitted  a 
differential  in  the  length  of  required  service  to  reduce 
separation  from  their  families. 

3.  There  may  bo  a  need  for  certain  skills  in  some  Isolated 
area  which  would  not  be  required  in  the  combat  area.  Some 
areas  arc  staffed  entirely  by  personnel  of  another  Service 
and  it  is  unlikely  that  the  concurrence  of  that  Service 
could  bo  obtained  to  increase  tin  tour  length  in  those 

a  re  as  . 


4.  The  extension  of  tours  in  other  short  tour  areas  would 
reduce  the  monthly  replacement  requirements  for  these  areas. 
Although  the  number  of  personnel  returning  to  the  sustaining 
base  from  such  areas  and  thus  available  for  future  use  in 
the  combat  area  would  be  reduced  also,  there  would  be  more 
than  a  compensating  decrease  in  requirements  for  such  per¬ 
sonnel  in  the  combat  area.  In  addition,  a  significant 
portion  of  these  returning  personnel  would  be  draftees  and 
one-term  enlistees  who  would  be  ineligible  for  a  subsequent 
short  tour  assignment  regardless  of  the  length  of  the  short 
tour.  Thus,  a  significant  advantage  would  be  realized  in 
obtaining  greater  short  tour  utilization  of  the  draftee  and 
one  term  enlistee  by  increasing  the  length  of  the  short  tour 


PROPOSED  ADDITION  TO  ANNEX  Q, 


ARMY  STRATEGIC  CAPABILITIES  PLAN 


3 .  Execution 

M  A  n  A  A  Ailt  A 

c.  (U)  (Added)  Personnel  Assignment,  and  Rotation. 
Planning  for  personnel  assign cent  and  rotation  will  assume 
that  individual,  rather  than  the  unit,  rotation  system  will 
Oe  retained,  and  that  soldiers  will  not  be  retained  In  the 
Army  for  the  duration  of  the  conflict.  Planning  will  be 
baaed  on  the  following  guidance: 

(1)  The  assignment  and  rotation  system  will  provide 

Army  comm.inders  with  trained  individuals  in  the  proper  skills 
and  numbers  in  accordance  with  priorities  established  by  DA. 

(2)  All  personnel  in  the  same  skill,  branch  and  grade 
will  share  equally  in  hazardous  and  undesirable  assignments. 

(3)  Separation  from  families  will  be  mlniral.”. cd. 

(''*)  Tour  lengths  for  any  oversea  combat  area  in  which 
US  Army  forces  arc  committed  in  substantial  numbers  (more 
than  150,000)  will  be  not  less  than  18  months.  Tour  lengths 
in  other  oversea  areas  will  be  rc-evaluated  when  United 
States  Army  forcer,  arc  committed  to  a  combat  area  to  deter¬ 
mine  whether  they  should  also  be  adjusted.  DA  will  initiate 
any  necessary  action  with  DOD  to  adjust  the  tour  lengths  in 
those  arc. as. 

(5)  Within  the  combat  are.a,  the  actual  tour  length 
will  be  based  on  what  a  nan  is  doing,  rather  than  upon  the 
geographical  location.  In  this  connection,  a  point  system 
will  be  developed  on  the  ground  with  DA  representatives 
assisting  the  Army  commander.  The  objective  of  the  point 
system  will  be  to  provide  the  front  line  soldier  some 
relief.  This  point  system  w*ill  be  developed  bas.'d  on  the 
premise  that  the  shortest  tour  will  be  not  less  t.*'.-, n  12 
months  and  the  longest  tour  not  more  than  18  months. 

In-  general,  the  following  concepts  will  be  Included: 
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(1)  I2-*onth  tour  -  continuous  service  in  a  combat  or 
aviation  unit  of  battalion  level  and  below.  These  personnel 
noroally  would  be  combat  troops  whose  primary  missions  are 
to  participate  in  combat. 

(2>  15-nuntti  tour  -  continuous  service  in  a  brigade/ 
d^vLsional  headquarters  and  other  divisional  and  non-di vis i unal 
units  frequently,  but  not  routinely,  exposed  to  combat  hazards. 
Generally,  these  w^uld  be  combat  support  troops  whose  primary 
aia  lions  are  to  provide  combat  support  to  the  combat  forces, 
e.g.,  military  police,  combat  engineers,  air  defense,  field 
artillery  and  advisors  at  a  comparable  level. 

(3)  18-montn  tour  -  continuous  service  in  the  remainder 
of  the  combat  area.  Generally,  these  w’ould  be  personnel 
whose  primary  missions  are  to  provide  service  support  to 
the  combat  forces,  e.g.,  administration,  civil  affairs, 
constructions  (general),  logistics,  medical,  communications 
and  transportation. 
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DOCTRINE  FOR  PERSONNEL  ASSIGNMENT 


AND  ROTATION  FOR  THE  FUTURE 


a.  An  assignaent  and  rotation  system  should  provide  Array 
coaaanders  with  trained  individuals  in  the  proper  skills  and 
numbers  in  accordance  with  priorities  established  by  Depart¬ 
ment  of  the  A'-ay  . 

b.  All  perse. inel  in  the  sane  skill,  branch  and  grade  should 
share  equally  in  hazardous  and  undesirable  assignments. 

c.  Separation  from  families  should  be  minimi  red. 

d.  Tour  lengths  for  any  oversen  combat  area  In  which  United 
States  Army  forces  are  comnltted  In  substantial  numbers  should 
be  not  less  than  18  months. 

e.  Tour  lengths  of  other  overse.i  areas  shojild  be  re-eval  u.atcd 
when  United  States  Army  forces  arc  commlll«-d  to  a  combat  area 
to  determine  whether  they  should  also  be  a d  j  u s  t  <' d  . 

f.  Tlie  tour  length  of  those  engaged  In  active  comb.it  with 
the  enemy  should  be  reduced  below  normal  depending  upon  the 
amount  of  active  combat  participation. 
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